Forces of Change Assessment At-A-Glance

The Forces of Change Assessment is designed to help MAPP participants answer the
following questions “What is occurring or might occur thet affects the health of our
community or the locd public hedth sysem?’ and “What specific threats or
opportunities are generated by these occurrences?’

During this phase, participants engage in brainstorming sessons aimed at identifying
forces — such astrends, factors, or events — that are or will be influencing the hedlth
and qudity of life of the community and the locd public hedlth sysem. The forces
identified through this process — together with the results of the other three MAPP
Assessments — will serve as the foundation for the next MAPP phase — Identify
Strategic Issues.

Recommended Participants and Roles:

?? Core Support Team or subcommittee — designs and prepares for the Forces of
Change brainstorming process and compiles and records the results of the session.

?? MAPP Committee — conducts the brainstorming process. Additiond participation
from key leaders in the community may be recruited but should not be necessary if
committee membership is sufficiently diverse.

A Step-by-Step Overview of the Forces of Change Assessment:
1. Preparefor the Forces of Change Assessment by identifying afacilitetor and location
and designing the sesson. Give each MAPP Committee member a copy of the

Brainstorming Worksheet to use in preparation for the discussion.

2. Conduct abrainstorming sesson with the MAPP Committee and other participants.
Develop acomprehengve list of forces of change by asking participants to focus on
events, trends, and factors that come easily to mind. Then smplify and categorize the
lig.

3. ldentify possible impacts — potentid threats and opportunities— for each force.
Add new forcesto the list as they become apparent.




For ces of Change Assessment

Introduction to the For ces of Change Assessment

During the Forces of Change Assessment, participants answer the following questions:
“What is occurring or might occur that affects the hedth of our community or the locdl
public hedth systlem?” and “What specific threats or opportunities are generated by these
occurrences?’ The Forces of Change Assessment should result in acomprehensive, but
focused, ligt that identifies key forces and describes their impact.

Responding to the questions above requires a balanced approach. On one hand, itis
necessary to think broadly when identifying events, factors, and trends that represent
magjor forces. Locd, regional, nationa, and globa concerns should be consdered. On
the other hand, it is necessary to focus on specific issues that affect the locdl public hedlth
sysem aswdl asthe hedth and qudity of life of the community.

| dentifying and addressing forces of change — often cdled “environmentd scanning” —
isimportant to the success of the process. It ensuresthat the process. is relevant and
timely, builds upon opportunities, and responds to potentia threets. The identification of
forces illuminates some of the “givens’ under which the public hedth system operates or
will need to operate. If these forces are not fully considered, the strategies devel oped
later in the MAPP process may be less effective.

The process of conducting a Forces of Change Assessment aso has strong benefits for
the working rdationships of public health syslem partners. This phase promotes thinking
about the “big picture”” These activities often bring partners together on common ground
and encourage them to think about how to collaboratively address changes.

What Are Forces of Change?

While it may not seem obvious at first, the broader contextua environment is congtantly
affecting communities and locd public hedlth sysems. State and federd legidation,

rapid technologica advances, changes in the organization of hedlth care services, shiftsin
economic and employment forces, and changing family structures and gender roles are dll
examples of Forces of Change. They are important because they affect — ether directly
or indirectly — the hedlth and qudity of lifein the community and the effectiveness of

the locd public hedth system.

Forcesareabroad all-encompassing category that includes trends, events, and factors.

£ Trends are patternsover time, such as migration in and out of acommunity or a
growing disllusonment with government.

%5 Factor s ar e discr ete e ements, such as acommunity’ s large ethnic population, an
urban setting, or the jurisdiction’s proximity to a mgor waterway.

%5 Events ar e one-time occurrences, such as ahospital closure, anatura disaster, or
the passage of new legidation.

Traditiond strategic planning gpproaches often divide forces into four common
categories. politica, economic, socia, and technological (PEST). Other strategic



planning experts have added environmenta, scientific, legd, and ethica categoriesto the
PEST list. Some forces may have adirect or indirect relaionship to socid determinants
of hedth. It may be ussful to consder these relationships when brainstorming issues

How to Conduct the For ces of Change Assessment

The Forces of Change Assessment asssts MAPP users in developing a broad list of
forcesthat islater “funnded’ into amore focused list of truly relevant issues. The
following three steps don't dways follow alinear format; it may be necessary to work
back and forth between the stepsto develop alist and then whittle it down.

To view case vignettes that illustrate how communities have included Forces of Change
in their planning processes, click on any of the following:

Miller County Vignette

East Tennessee Vignette

Chicago, IL Vignette.

Step 1 — Prepare for the Forces of Change Assessment

Unlike the other three MAPP Assessments, this assessment does not require the oversight
of asubcommittee. In most cases, the Core Support Team can manage the logistics of the
Forces of Change brainstorming session.

It is strongly recommended that the full MAPP Committee participate in the
braingtorming sesson so that adiversity of perspectivesis represented. If the MAPP
Committee does not reflect sufficiently diverse pergpectives, additiond participants
should be recruited. Individuas from different levelsin an organization (front line staff,
middle managers, executives) will have different perceptions of issues. Likewise,
individuds from disciplines outsde of public hedth can lend important perspectives on
emerging forces that affect the hedlth of the community (i.e,, afarmer may be aware of
impending farm legidation that could affect the community.)

To prepare for the brainstorming session, provide each member of the MAPP Committee
with acopy of the Brainsorming Worksheet. Ask them to review the worksheet and
begin thinking about the mgor forces that affect public hedth or the community. If
possible, members should compl ete the worksheet and bring it to the brainstorming
session.

During Step 1, Core Support Team members should:

?? determine who will facilitate the brainstorming sesson and how it will be run (For
more information on identifying an effective facilitator, see the Tip Sheet —
Facilitation within the MAPP Process);

?? review dl of the steps and determine the best methods to employ as well as key
guestions to be asked; and

?? identify ameeting place that offers plenty of empty wallspace (for posting the ideas
generated) and space for the committee to break into subgroups.




Step 2 — Convene a brainstorming session to identify forces of change

Next, convene the MAPP Committee and hold a brainstorming sesson to identify Forces
of Change. (This sesson should be scheduled to last aminimum of two hours) Through
facilitated and structured brainstorming discuss ons, Committee members should share
ideas from their individua Brainstorming Worksheets, identify new forces, and develop a
comprehengive ligt. Thisis meant to be an intuitive “quick and dirty” process that

focuses on events, trends, and factors that come easily to mind. It is at this point that
partners are likdly to discover the common ground that facilitates team bulding.

Depending on the Sze of the group and the amount of time scheduled for the
brainstorming session, this step can be completed using either alarge group
brainstorming process or iterative smal group processes. Review loca newspaper
clippings, nationa demographics, or recent events to stimulate the brainstorming process.
Use questions from the Brainstorming Worksheet to spur discussion.

Once a comprehengive list of forces has been developed, the MAPP Committee should
review and fully discuss each item on the list. During the discussion, like forces should

be consolidated and organized into logical groups. To develop an organized list, combine
forces that are smilar or linked (i.e., increasng managed care enrollment and market-
based health care system). Other items on the list may need to be deleted, added, or
further refined. If there are asmal number of forces for specific categories, evauate

why thisisthe case. It may indicate wesk participation from certain sesgments of the
community (e.g., if the business community was not engaged in the process, there may be
certain types of forces that were not identified).

If the time dlotted for the brainstorming activity does not dlow for completion of this
step, the Committee may designate staff or a smdl ad hoc subcommittee to take the first
pass a refining the list. Whether the refinement process occurs a the first meeting or a
subsequent session, it is an important activity. 1t was during this activity thet one
community (Chicago) pared down alist of 75 discrete ideas into fewer than ten
categories. Record the information in the first column on the Forces of Change — Threats
and Opportunities Workshest.

There are avariety of ways — such as those described below — to conduct
braingorming sessons. Regardless of the method employed, participants should adhere
to thefallowing “golden rule” Never criticize anidea. Participants will fed freeto let
their imaginations wander and to contribute if they don't worry about what otherswill
think of their ideas. It is often the case that an ideathat initidly seemsusdessor slly
subsequently turns out to have value or even trigger another important idea.

Some braingtorming techniques include:

?? Round Robin Method (or Nominal Group Technique) — Participants write down
al of the forces of change that come to mind (or responses to a specific question).
The facilitator or group leader then generates a“ magter” list of forces by caling on
each member in around-robin fashion. Each member is asked to briefly state one
item on hisor her list, until al ideas have been presented. The group leader records



these items on aflip chart, usng the members own words. This step may be time-
consuming in large groups, but may be shortened by limiting each member to a
gpecific number of ideas. Only after adl ideas are presented does the group discuss
them. After discusson, the group organizes, darifies, and smplifies the materid.
Items should be combined or grouped logicaly.

?? A Customization of the Snhow Card Technique Participants write down al of the
forces of change that come to mind on small pieces of paper, such asindex cards or
adhesive notepaper. If desired, the facilitator can ask participants to write down ideas
for severd identified questions or categories. Participants then post their ideas on the
wall (the fadilitator can do this, if anonymity isimportant). The facilitator or asmal
group of individuas then moves the ideas around, trying to categorize like ideas
together. Through this process, multiple categories emerge. The group leader
presents the categories to the group, at which time participants have an opportunity to
add new ideasto the list or make suggestions for reorganization.

Step 3 — I dentify potential threats and opportunities for each force of change
This step should begin with the committee’' s review of the identified forces, as
documented in the first column of the Forces of Change — Thrests and Opportunities
Worksheet and may occur during the first brainstorming session or a subsequent session.
Committee members should evauate each force, and for each, identify associated threets
and opportunities for the community and the loca public hedlth system. In some cases, a
force might only be idertified with a threat, while in other ingtances, it may be perceived
as both athreat and an opportunity. For example:

Force Threat Opportunity
Shifting Funding Streams Uncertain funding for New funding streams or
public hedth activities new partnerships
Tobacco Settlement Dollars | Funds could supplant Sgnificant potentid
regular appropriations, funding for hedth
creeting dependency of promotion
basic services on uncertain
Seitlement dollars

Using smilar braingtorming techniques, identify the threats posed and opportunities
created by each force. Thefind list isrecorded in the remaining columns of the Threats

and Opportunities Workshest.

Once this activity has been completed, the forces of change list should be tabled until it is
time to conduct the Identify Strategic Issues phase of the MAPP process. Participants
will then review each of the issues identified in the other MAPP assessmentsin light of
the forces of change, and will discuss the associated threats and opportunities. This
activity will ensure that the strategic issues are relevant to the changing environment. It
will aso ensure that the action plans developed are responsive to potentia threats and

opportunities.




The process of identifying forces of change should not end after the initid braingorming
session(s); other forces may later become gpparent and should be added to the list asthey
arise. The Forces of Change phase isintended to be an ongoing process. The MAPP
Committee should revigt the list of forces periodicaly to ensure thet it is up to date and
that its contents are kept in the forefront of the Committeg' s mind.



The Importance of Identifying Forces of Change
Miller County, GA Vignette

Miller County, GA, isasmdl rura county (population: gpproximately 6,000) located in
the southwestern corner of Georgia. When faced with the possible closure of the loca
hospita in 1997, a codition of community organizeations and representatives initiated a
community strategic planning process.

The potentid hospital closure was a clearly identified catdys for initiating the Strategic
planning activities, providing the impetus for convening partners, obtaining externd
technicd assstance, and designing the process. Closure of the hospita would leave
residents without a nearby hospital or emergent care system and represented apossible
lossin jobs and economic and population growth for the county. In addition, severa
other forces were identified that contributed to hedlth care delivery problemsin the
county. The onset of Medicaid managed care in the state had affected the rurd hedlth
care system. It aso became gpparent that a broader “hedlth care criss’ was occurring, in
the guise of the rapidly decreasing number of loca physicians.

The Miller County Codition recognized that there were important forces aggravating
those that prompted the process. At a strategic planning retreet, a broad range of forces
were identified. Some were beneficid to the community, including: 1) ahigtory of
success with community-driven projects such as “Swamp Gravy” (alocd theater
production) and the Tarrer Inn; (arestored historic inn) 2) the recent successful
collaboration among community leaders, physicians, the hospitd authority, and the
public hedlth director; 3) the enthusiagtic community spirit; 4) the willingness of
community leaders to learn; 5) the agreed-upon plan based on solid information and the
support of the “ Safety Net Project;” and 6) an interna desire within the state public
hedlth system (supported by the didtrict hedlth director) for increased strategic planning.

The codlition also identified forces that threstened to derail the quest for a successful
hedlth care system. The most serious potentid threat was the failure of the community to
work together toward acommon vison. Community leedersidentified competition for
scarce resources, fear of the unknown, lack of communication, hidden persona agendas,
turf guarding, negative attitudes, and resstance to change as specific problems that might
hinder success. The codition aso feared that |eaders responsible for managing the hedlth
care system may not have the knowledge and preparation needed to make the new vison
aredity, and that thislack of leadership may result in aloss of momentum.

These and other forces affected the process — ether by posing obstacles or providing
opportunities upon which to build. Many of these forces were recognized by the Miller
County Executive Committee (which oversaw the process) or were illuminated by a
survey that gathered community perceptions. These forces, and the fact that they were
recognized as having an impact on the public hedth system, helped the Miller County
Executive Committee move forward with their eyes open to the chalenges and
opportunitiesthat lay ahead. The identification of Forces of Change wasingrumentd in
shaping the process and its resulting action plans.




The Importance of Identifying Forces of Change
East Tennessee Regional Health Office Vignette

The East Tennessee Regiond Hedlth Office (ETRO) serves a predominantly rurd 15
county region. Theregiond office has oversight responshbilities for the 15 loca hedth
departments, which serve atota population of 600,000. Each county conducts a
community assessment and planning process that is overseen by locd hedth councils.
ETRO — which assgsin these efforts — undertook its own interna organization
planning processin 1997 in an effort to supplement exigting loca efforts and devise a
plan for moving into the future. As part of this organizational assessment, ETRO
assessed the forces of change affecting its community.

ETRO undertook a 12-step process for conducting the assessment — one of which
focused on externd trends, forces, and contingencies. As part of this process, the agency
director developed a survey instrument to gather input from ETRO saff and others. Two
items related to forces of change were included on the survey:

1. Identify those trends/forces/contingenciesin the externa environment that could have
the most Sgnificant impact on your organization over the next five years. Y ou should
focus on your organization’s economic, socid, politica-regulatory, and
technologicd- scientific domains.

2. Over the next five years, what are four of the most unexpected external occurrences

that could happen outside of your organization that could have a sgnificant impact on
it?

After gathering individua responsesto the survey, the director and a core group of staff
compiled and analyzed responses. The forces identified as “ most important” were:
technology, changing demographics, and hedlth care reform. ETRO recognized that
these and other trends had prompted the regiona organizationad assessment and had
brought the need for more planning into focus. (For example, a shift in primary care
sarvices was caused by the risein federdly-funded and private primary care centers. The
1994 implementation of TennCare, the state’ s Medicaid managed care program, aso
caused changes in primary care services as well as within the Tennessee public hedth
infrastructure)) Lastly, asgnificant amount of funding was shifted from Tennessee's
Department of Hedlth to support TennCare. Since then, many loca public hedth
departments have refocused efforts on outreach and assurance of care (reimbursable
sarvices), as opposed to providing direct services.

ETRO is continuing with its organizationa and community planning at both the county
and regiond levels, relying on the identification of these factors and forces to help both
rocesses.




For ces of Change Assessment
Chicago, IL Vignette

As one component of its andyss, the Chicago Partnership worked to identify forces and
trends that pose potentid threats or opportunities for public hedth in Chicago. At thelr
May 1999 meeting, members were asked to take home and complete a smple three-
column worksheet on which they could list forces and trendsin public hedth and threats
posed and opportunities related to each of these.

Members returned their completed worksheets by fax to project saff. In al, more than
75 forces and trends were identified. Without changing the text of the submissions, saff
consolidated the input onto a single worksheet on which the forces and trends were
grouped under 11 larger categories. This alowed the Partnership to identify forces where
members had shared concerns (those appearing with greater frequency).

While an effort was made to discuss the document in full at the Chicago Partnership's
June meeting, the number of issuesidentified and the members interest in broader
deliberations prompted the scheduling of a three-hour mesting the following month. At
that time, the Chicago Partnership anayzed and debated points raised in the document in
great detal, offering additions in some areas and chalenging assumptions in others.

They a0 eected to consolidate some of the 11 categories. This meeting resulted in
ggnificant revisons to both the organization and substance of the document. In the end,
the Partnership had identified eight categories of forces/trends:

Lack of public hedth constituency
Shifting funding streams and focus
Governmentd rolein public hedth
Hedlth status disparities

Hedth care system changes
Emerging public hedth issues

The aging population

Economic development

Once there was consensus on the substance and organization of the worksheet document,
daff drafted a 14-page narrative reflecting the full detail from the Partnership's July
discussion. With the Partnership's review and subsequent revisions, the narrative was
included in the find public hedth systems improvement plan.

See Chicago Forces of Change Example to view a section of the brainstorming
workshest.




